
 

 

January, 2000  page 1 

 Governing For Results 
GOVERNOR LOCKE’S MANAGEMENT AGENDA 

 

Background 

Upon taking office in January 1997, Governor Locke instructed his Chief of Staff 
and Deputy Chief of Staff to develop a quality initiative for Washington.  The 
Governor’s number one agenda priority is education, followed by the 
environment, economic vitality, public safety, and restoring trust in government.  
The quality initiative was established to support of Governor Locke’s priority to 
restore the public’s trust in.  In March 1998, the Governor appointed a full time 
Special Assistant for Quality Improvement to guide the program. 

It is Governor Locke’s firm belief that no matter what type of tax system you 
have, the cost to implement your wish list will always exceed available dollars.   

“Therefore, it is really incumbent on us in government 
to try to streamline the bureaucracy and operations to 
free up dollars for the direct delivery of services.  That 
has always been my basic belief – as a legislator and 
appropriations chairman, as a county executive, and 
now as Governor.” 

The following describes the efforts we have initiated to date and the results of 
those changes occurring throughout state government. 

 

Executive Orders 

Two months after his inauguration, Governor Locke issued an Executive Order 
requiring all state agencies over the next two years to review, eliminate where 
appropriate, and write in clear language all of their regulations.  Annually, 
agencies have reported their progress is this area.  By the end of 1999, 1,326 pages 
of the Washington Administrative Code (WAC’s) were eliminated and 5,208 
WAC sections have been rewritten using clear, plain language. 

In April 1997, Governor Locke issued an Executive Order directing all state 
agencies to develop and implement a program to improve the quality, efficiency, 
and effectiveness of the public services they provide.  The Executive Order 
requires each agency to appoint an Internal Quality Consultant (IQC) reporting 
to the agency director to lead the quality effort for the agency.  Quality Steering 
Committees with union representatives were established in each agency.  Every 
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agency was directed to prepare a Quality Plan on how it would implement 
quality within the agency.  These plans were submitted to the Governor in July 
1997.  Each quarter thereafter the agencies report to the Governor on the progress 
they are making.   

 

Legislation 

As an incentive and a means to sustain the quality effort, Governor Locke 
proposed and the Legislature passed the Savings Incentive Act in 1997.  For 
every General Fund-State dollar that an agency saves, it gets to keep fifty percent 
to spend on one-time activities that improve to quality, efficiency, and 
effectiveness of customer services in the agency.  The remaining fifty- percent is 
available to fund common school construction and technology, as well as certain 
higher education activities. 

By the end of 1999, agencies had invested over $4 million in savings incentive 
dollars on improved technology and employee training. 

The Productivity Board, established more than ten years ago under the Secretary 
of State’s office, has managed a statewide employee suggestion program with a 
tangible monetary rewards system.  In 1999, the Governor’s Office, working with 
the Secretary of State, proposed legislation enacted by the Legislature to 
streamline and customize this program to better meet agency needs and achieve 
better alignment with the Governor’s Quality Initiative. 

 

Management Accountability 

The Executive Order established a Sub Cabinet for Management and Quality 
Improvement.  This cabinet is made up of fifteen cabinet directors and is chaired 
by the Chief of Staff.  Its role has been to act as a design team and to help lead the 
management agenda.  Cabinet members have provided input into the direction 
and design of the program.  Their leadership has helped to show others the ways 
in which quality management can bring focus and alignment in the agency 
around common goals and performance measurements. 

In July 1998, each cabinet director submitted a performance agreement to the 
Governor.  Basically, the agreement was a commitment on the part of the director 
to achieve measurable results in the coming fiscal year.  The agreements had 
operational goals and the Governor required goals to address quality, diversity 
and regulatory reform.  Each quarter throughout the year the directors have 
reported their progress in achieving these goals.  

Following the submission of the performance agreements, the Governor 
conducted Management Reviews with all Executive Cabinet agencies.  He spent 
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ninety minutes with the executive team of each agency.  It was an informal 
conversation with the Governor to allow the agencies to talk about the issues 
they are challenged with and the successes they have achieved, and for the 
Governor to share his expectations and direction. 

In July 1999, the directors prepared a final report on their performance 
agreement for the Governor showing the results they had achieved for the year.  
They then submitted their agreements for the coming year and met with the 
Governor to discuss their commitments for 99-00 fiscal year.  The 99–00 
agreements contained additional goals to establish and measure customer service 
standards. 

Throughout the Administration, the Executive Cabinet has held special two-day 
cabinet workshops.  This time has been devoted to sharing among agencies their 
budget needs before the budgets were submitted, learning sessions led by 
leading academics on subjects such as performance measurement systems, and 
dialogues with the Governor on the coming issues and direction.  These off site 
sessions have allowed the cabinet to come to a better understanding of the issues 
each of them face, to provide support to each other, and to take a more active 
role in achieving the Governor’s agenda and priorities.  

 

Reporting 

Integral to the quality initiative is the reporting system that has been established.  
It closes the loop between the expectations and results.  The reporting cycle has 
driven a sense of urgency into the system.  Quarterly, agencies are to report on 
the progress of implementing quality.  The agencies submit a memo sharing the 
successes they have achieved over the past quarter and the challenges they are 
facing in the coming quarter. 

In addition, they report specific quality improvement results from teams 
working to improvement customer service or process flow.  Each team reports 
the dollars saved, staff time saved, improvements to customer service, and 
dollars and time they have saved others.  It is from these quality improvement 
reports that teams are selected for recognition each quarter. 

Every quarter the Special Assistant for Quality Improvement meets individually 
with every agency to discuss their quarterly report.  These one-on-one sessions 
allow the Governor’s Office to better understand the needs of the agencies and 
provide support where possible.  It is also used as an opportunity to recognize 
the good things that are happening in the various agencies. 
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Recognition 

A strong recognition program is essential to sustaining any quality improvement 
initiative.  We have established a two-pronged program.  From the quarterly 
quality reports, examples of results are selected to be published quarterly in a 
booklet called Governing for Results (referred to as the “blue book”).  The booklet 
contains examples of how teams have demonstrated creative and innovative 
solutions to problems, have clear measurable results, have focused on the 
customer, or found new ways of doing business that could be transferable to 
others.  Individual letters from the Governor are sent to team members listed in 
the book along with a copy of the book.  It has become a “best seller” among 
state employees.  You can now find the letter from the Governor framed and 
hanging in cubicles in offices, across the state. 

Each quarter agency directors are encouraged to nominate an outstanding team 
for the Governor’s Quarterly Quality Award.  The nominations are evaluated 
against criteria by a panel of Internal Quality Consultants.  An average of twenty 
teams have been nominated each quarter.  The winning teams are invited to a 
reception hosted by the Governor in the Governor’s Mansion.  They receive a 
team plaque, a lapel pin and individual certificates.  The team has its picture 
taken with the Governor, and later receives a signed copy.   

The success of this recognition program is evident by the increasing competition 
to receive this award and the reports that teams are now setting a goal for 
themselves to “go to the mansion.”  For many state employees, this is the first 
time they have been to the mansion or personally met the Governor.   

Our recognition programs are providing an incentive for teams to continue to 
find new ways to improve.  The quality of the results that teams are achieving 
today is higher, more measurable, and directed at improving the vital business 
processes inside the agencies than when the program began. 

 

Performance Budgeting 

To create real system-wide changes it was important to have the budgeting 
system support the change effort.  The budget instructions have established 
definitions for our performance measuring system.  The agencies are required by 
statute to submit not only their budget, but their strategic plans, and associated 
performance measures.   

There has been a marked improvement in the quality of the measures used in the 
budgeting process.  In the past, many of the measures were workload indicators 
or process outputs.  Today, more and more agencies have established program 
level outcome measures and are seeking to better define agency-wide outcome 
measures.  In many cases agencies are now finding, for the first time, alignment 
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between their strategic plan, budget, performance measures, and quality 
improvement efforts.   

The Office of Financial Management (OFM) has a budget analyst assigned to 
provide technical assistance to agencies for establishing performance measures.  
When an agency approaches OFM with a budget increase request, the budget 
analyst will often ask that their budget package demonstrate that they have used 
quality to evaluate the need, analyze the data, and identify the possible solutions.  
To simply ask for more FTEs or more dollars without having first addressed the 
current efficiency and effectiveness of a program is not acceptable. 

 

Human Resources 

Changes in human resource management have been made to allow the 
implementation of total quality management.  The performance appraisal 
process and forms have been redesigned to allow for more flexibility within an 
agency.  Managers can now establish individual performance goals with 
employees that are in alignment with and support the agency goals.   

Critical to the success of the quality initiative is the partnership with labor.  
Labor representatives have been engaged from the very beginning in developing 
the Executive Order, serving on Quality Steering Committees, and helping to 
reform the performance appraisal system.  Legislation has been proposed by the 
Governor to provide additional civil service reform. 

Great strides have been made in improving our human resource systems to 
better support our changing needs.  The 750 management job classes have been 
replaced with four broad bands providing agencies with a wide and competitive 
range of salary options.  Special training is being provided to managers 
throughout state government to improve their management skills.  The HELP 
(Human Resource Education and Liability Prevention) Academy has received 
national recognition for its outstanding management training program. 

 

Internal Quality Consultants 

Agency internal quality consultants (IQC) are responsible for the 
implementation, coordination, and management of the quality improvement 
initiative.  They report to the director of the agency. The IQC positions are highly 
sought after by well qualified internal and external candidates.  They are playing 
a vital role in providing staff support to the Sub Cabinet for Management and 
Quality Improvement. 

The Governor’s Special Assistant for Quality Improvement meets with the sixty 
IQCs monthly.  These meeting provide a forum to clarify the expectations and 
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reporting requirements.  Also, they provide a learning opportunity for the IQCs 
to gain knowledge on the technical aspects of quality and to share successes 
among the group.  The goal is to build internal capacity to sustain the quality 
effort.   

 

Balanced Scorecard 

In an effort to establish better performance management systems, the principles 
of the balanced scorecard were introduced to cabinet members in the spring and 
summer of 1999.  Professors Robert Kaplan and Dutch Leonard of Harvard 
University provided coaching for the Executive Cabinet.  In working with them, 
it was determined that a balanced scorecard for the public sector could provide a 
meaningful tool for alignment of strategic planning, budgeting, and quality 
improvement efforts.  The model used by Kaplan was modified to include an 
additional measurement perspective for Public Value and Benefit.   

Many agencies are working to create a balance scorecard and a performance 
management system to track, monitor, and learn from the results they are 
achieving.  The Salmon Team and the Joint Cabinet for Natural Resources 
created a Salmon Recovery Scorecard as a means to measure and monitor the 
salmon recovery efforts under way in the Northwest. 

 

Results 

Through December 1999: 

♦ Over 1250 teams have reported their results to the Governor  

♦ Over $55 million has been saved 

♦ Over $93 million has been saved by others 

♦ Approximately 600,000 hours of staff time has been saved 

♦ Over $22.6 million in additional revenue has been collected 

♦ 49 teams have received the Governor’s Quarterly Quality Award 

♦ Syracuse University’s Maxwell School of Government, Performance 
Project for Excellence rated Washington State as one of only four states 
to receive an A- for excellence in government (there were no A’s 
awarded). 

 

For additional information see Governor’s Home Page, Governing for Results 
www.governor.wa.gov 


